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Abstract 
Understanding entrepreneurship and innovation in an artistic service context is a timely 
continuation of the business and arts nexus that seeks to address the research question: How 
creative are the arts? To build a conceptual framework of the constructs relevant to this 
research, this paper takes an inter-disciplinary approach incorporating both management and 
marketing perspectives with respective interests in the managerial and organisational inputs, 
especially business models, and the creative outputs of products and their marketing. A 
preliminary conceptual framework identified from the literature, posits the relevance of six 
strategic orientations 1) product, 2) marketing, 3) market or customer, 4) competitor, 5) 
innovation, and 6) entrepreneurial, and the key influencing factors of arts organisational 
values and goals, community context and stakeholders. 
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Introduction 
Entrepreneurship, innovation and creativity have been often associated within management 
field discourses over past years (Bourguignon, 2006) and more recently within marketing 
field discourses on the interface between marketing and entrepreneurship (Uslay andTeach, 
2008). Within this literature, however, there is an inadequacy on services, but a focus if not 
bias on manufacturing and agriculture, that some say is understandable but not excusable 
(Baumol, 201 0). In contributing to understanding entrepreneurship and innovation in the 
services context, this study addresses a major gap where "the importance of the subject is 
inversely proportionate to the space it is assigned in the literature" (Baumol, 2010, p.xviii). 
Of the research to date, little also incorporates both a management and marketing perspective, 
in a multi-disciplinary approach to building a conceptual framework for entrepreneurship and 
innovation in a service context, as proposed in this paper. Hence this paper contributes initial 
exploratory conceptualization for an inter-disciplinary approach to entrepreneurship and 
innovation research theory and methodology in a services context. 
The service context proposed in this conceptual framework is the artistic environment of 
nonprofit professional performing arts organizations. As a sector within creative and artistic 
industries, it is an important contributor to economic output and quality of life (Miles and 
Green, 201 0) as well as regional development where creative and artistic industries have been 
studied with interest since the late 1990s particularly in the United Kingdom (e.g. Harte, 
2009). It is an industry characterized by a complex environment subject to continuous change 
and serving diverse stakeholder demands (Voss, Cable, and Voss, 2006). Producing theatres 
(as opposed to presenting theatres) within this sector engage in a continuously high rate of 
product innovation, customer preferences are largely unpredictable, upstream inputs are 
artistic and turbulent, and competitive intensity for these inputs (i.e. plays, actors, directors, 
and so forth) is high (Voss and Voss, 2000). These conditions create a dynamic, fast-cycle 
environment where survival is a challenge, managerial strategic orientation is crucial and 
maybe there are lessons that can be learnt as the basis for development in other organisations, 
industries and other activities in the local community. 
In Australia, the performing arts remain largely unstudied unlike the visual arts and 
museums, and this is despite some destinations marketing and positioning as 'cultural 
capitals' with several 'cultural precincts' prominently featuring performing arts and some 
rural regional areas, where the performing arts play a significant role. Nationally, the network 
of performing arts venues is strong, but it is the rarer arts companies involved in productions 
proposed as one unit of analysis to shed light on the role of entrepreneurship, innovation and 
creativity in these precious few remaining cases. What has been the secret to their survival? 
This selected artistic context of the performing arts continues the cross-field between artistic 
activity and entrepreneurship by highlighting the more rarely incorporated business view and 
looking for the new practices of these organisations where identified as involved in 
entrepreneurial pathways. The multi-disciplinary management and marketing business view 
taken in this study is an approach with interests in both internal processes and arrangement, 
especially business models, strategic orientation and value creation, and their effect on 
creative outputs, referred to in this conceptual framework as product and marketing. The 
managerial mindset is another proposed unit of analysis underlying the conceptual framework 
developed in this paper to develop an understanding of the managerial inputs and the creative 
outputs. Driving this conceptual framework is the overarching research question: how 
entrepreneurial, innovative or creative are the arts? 
Theoretical Background for the Proposed Conceptual Framework Constructs for 
Conceptualising Entrepreneurship and Innovation in Artistic Services 
In building the conceptual framework for entrepreneurship and innovation within an artistic 
context as shown in Figure 1 with constructs summarized in Table 1, a guiding principle was 
an interest with respect to both internal organisational arrangements (i.e., doing things better) 
as well as in terms of the generation of new products and services that are brought to market 
(i.e., doing better things). One fundamental aspect is the internal organisational arrangements 
and their relationship to 'creative' outputs on the one hand, and the impact of management 
innovations (Hamel, 2007) in reordering these internal arrangements on the other. These 
arrangements can be represented through the use of the value-chain (VC) (Porter, 1985) and 
value net (Parolini, 1999) models. Drawing on the work of Bilton and Cummings (20 1 0), we 
propose to inspect the extent to which organisations in our sample group have innovated with 
respect to (1) extending the value-chain, (2) shortening the VC, (3) widening the VC, (4) 
recasting the VC, (5) sharing the VC, and/or (6) adapting the VC. We will inquire not only 
what innovations have been applied, but also how, why, and to what degree of success. 
Another focus is 'creative outputs' of products and their marketing, and the extent to which 
external environment trends and issues are evident in the managerial mindset of creative 
industry content providers, and impact upon the creative outputs. Six strategic orientations 
within the managerial mind set- many of which are external environment oriented - will be 
explored: 1) a product orientation (e.g., in an artistic context see Camarero and Garrido, 
2008; Voss and Voss, 2000) or, a creative orientation as referred to in the aesthetic industries 
(e.g., Hirschman, 1983); 2) a marketing orientation (Fillis, 2010a, 2010b); 3) a market- or 
customer-focus (e.g., Day and Wensley, 1988); 4) a competitor focus (e.g., Day and Wensley, 
1988); 5) an innovation mindset (Lahiri, Perez-Nordtvedt, and Renn, 2008); and 6) the 
entrepreneurial orientation (EO) applicable to the artistic context (e.g., Voss, Voss, and 
Moorman, 2005). Some central research questions to be addressed by the application of this 
conceptual framework therefore include (a) the relationship between the configuration of 
organisational arrangements and the nature, level and quality of creative outputs; (b) the 
degree to which the successful implementation of innovations in organisational arrangements 
impacts upon creative outputs, and (c) the extent to which organisational innovations can add 
value independent of their impact on creative outputs (e.g., by improving cost structure). 
Influencing factors for entrepreneurship and innovation in artistic services also need to be 
considered. Given that the missions of cultural organisations differ substantially from other 
types of organisations (Hirschman, 1983), grounded research of nonprofit professional 
theatres identifies five organizational value dimensions paramount to performing arts 
organisations that will be embedded within fieldwork interview questions when 
operationalising the conceptual framework in the next stage of the research: 1) artistic values 
reflect the prioritization of the intrinsic drive for artistic creativity, innovation, and 
independence, 2) prosocial values reflect a commitment to expanding community access to, 
and appreciation for, art, 3) market values prioritize a commitment to customer satisfaction 
and audience entertainment, 4) achievement values emphasize striving for public recognition 
and acclaim for the theatres' artistic activities, 5) financial values emphasize fiscal stability 
and security ofthe theatre (Voss, Cable, and Voss, 2000; Voss, Cable and Voss, 2006). 
This proposed conceptual framework also recognizes that community context factors have an 
influence upon the conduct and outcome of any entrepreneurial pathways and process(es) 
(Hindle, 201 0), and indeed can even function as entrepreneurial actors themselves. 
Community stakeholders will be interviewed as well as the managerial/governance people in 
a pilot of in-depth case studies of performing arts organizations, and building on the work of 
Voss et al. (2005), stakeholder interviews will focus on the nexus between stakeholders and 
the organisation's innovative and entrepreneurial orientations. Relevant community 
stakeholders will be drawn from the four sectors of suppliers, funders, customers and society 
(Voss, Cable and Voss, 2000) and include federal, state and local governments, arts funding 
bodies, sponsors and community partners, arts education and training institutions, regional 
performing arts centres, regional development and tourism destination organizations, and 
peak performing arts and/or venue networks and associations. 
Conclusion and Future Research 
The conceptual framework posited in this paper is for developing an understanding of how 
entrepreneurship and innovation in the performing arts improve business, new venture, value 
and experience creation by addressing the following questions: i) how does the mindset 
perspective of managerial/governance in relation to internal organisational arrangements 
enable these organisations to do things better?, ii) how does the mindset perspective of 
managerial/governance in relation to organisational creative outputs enable these 
organisations to do better things such as the generation of new products to the market?, iii) 
what is the impact of these internal organisational arrangements and creative outputs on the 
stakeholders in these organisations and vice versa, the impact of community context factors 
on new knowledge, value, venture or experience creation?, and iv) are there differences in 
these managerial/governance mindset perspectives, internal organisational arrangements and 
creative outputs between performing arts organisations in urban and rural areas? Further 
research plans to use this conceptual framework as the basis for a pilot study of 
entrepreneurship, innovation and creativity in a small number of selected case study 
performing arts organisations in Australia ranging from small to medium size organisations 
(SMEs), larger arts organisation as well as long-established organisations operating since 
1979, some located regionally in rural areas and others in urban, capital cities. Specific 
findings will provide an understanding of entrepreneurship and innovation in the performing 
arts and how it can be nurtured, managed and marketed for the benefit of these organisations, 
their outputs and stakeholders, and as a means for industry sector and regional development 
within rural and urban precincts. 
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Table 1 Concepts from the Literature Relevant to the Proposed Conceptual Framework for Understanding Entrepreneurship and 
Innovation in the Performin!! Art: 
Author Major Concepts addressed Context Research Type 
Internal organisational arrangements - the business model 
(Viguerie et al., 2008) Innovation can occur across each of the three elements of the business model: target customer segment(s), the value- Leading companies Conceptual 
proposition, and the value delivery system. 
(Christensen, 1997, Business model innovation presents dangers of established and seemingly comfortable industry players being Innovators within Conceptual 
Christensen & Raynor, outflanked by 'disruptive' business models, typically stripped down to provide superior value at lower cost. leading companies 
2003) 
(Kim & Mauborgne, Observe how 'blue oceans' {defined as market structures where competitive intensity is low or entirely absent) can Leading companies Conceptual 
2005) be found in mature or even declining industries through radical innovations in business model architecture 
Strateeic orientations of relevance to creative outputs/Internal environment-1) Product Orientation (PO) 
(Camarero & Garrido, Examines PO and MCO to determine effect on the economic and social performance of museums. Museum Empirical/ 
2008) Performance, Spain Quantitative 
(G. B. Voss & Voss, Defmes PO as "an organisation's commitment to integrate innovation into the product development and marketing Nonprofit/profess- Empirical/ 
2000) process" {p.67) and examines effect of PO, CMO and CO on economic performance measures. ional theatre, US Quantitative 
(Hirschman, 1983) Refers to creative orientation rather than PO in the aesthetic industries and suggests this context might not support Aesthetic industries Conceptual 
the expected relations, especially the positive association between performance and MCO. 
Strateeic orientations of relevance to creative outputs/Internal/External environment- 2) Marketing Orientation (MO) 
(Fill is, 201 Ob) Examines how existing marketing theory fails to explain artistic marketing where the self and the artwork are as Visual Art Conceptual 
important as the audience and the customer. Considers MCO and PO in the arts and advocates a product-centred 
entrepreneurial creativity is central to arts marketing. 
(Fillis, 201 Oa) Re-imagines the entrepreneurial marketer as an artist and a way of understanding entrepreneurial marketing practice. Entrepreneurial Conceptual 
marketing/creativity 
Strate2ic orientations of relevance to external environment- 3) a Market- or Customer-Orientation (MCO) 
(Day & Wensley, 1988) Rather than start with the market and use a customer-focused approach or alternatively adopt a competitor-centered Business Conceptual 
perspective, evidence of business advantage should be based on a balance of both perspectives. 
(Voss & Voss, 2000) Defines MCO as "an organisation's commitment to integrate customer preferences into the product development and Nonprofit/profess- Empirical/ 
marketing process" (p.67) and examines effect of PO, CMO and CO on economic performance measures. ional theatre, US Quantitative 
Strate2ic orientations of relevance to external environment- 4) a Competitor Orientation (CO) 
(Day & Wensley, 1988) Suggests business advantage should be based on a balance of both MCO and CO perspectives. Business Conceptual 
Voss &Voss 2000 Defines CO as "an organisation' s commitment to integrate competitor intelligence into the product development and Nonprofit/profess- Empirical/ 
marketing process" (p.67), and examines effect of PO, CMO and CO on economic performance measures. ional theatre, US Quantitative 
Strate2ic orientations of relevance to Internal/External environment- 5) an Innovation Mindset (IM) 
(Castaner & Campos, Deals with determinants of artistic innovation by arts organizations, focusing on organizational factors as Performing arts Conceptual 
2002) determinants of artistic innovation in particular and programming in general. organisations 
(Hult et a!., 2004; Hurley Antecedents of organizational innovativeness include the firm orientations of market, learning and entrepreneurial Industrial firms Empirical/ 
eta!., 2005; Woodside, and a direct relationship between innovativeness and business performance is considered. Quantitative & 
2005) Conceptual 
(Kuczmarskiet a!., 2003) Innovation culture and mindset within leading companies. Leading companies Conceptual 
(Lahiri et al., 2008) An innovation mindset is one of four mindsets for the new competitive landscape and attributes include an emphasis Business managers Conceptual 
on technology within the industry and valuing constant generation of new ideas and business models. 
(Miles & Green, 2010) Innovation within the creative sectors, including management, broader organization and types of innovation Creative services Conceptual 
underway here. studies 
(Siegel & Kaemmerer, Presents multidimensional scale for measuring innovation in organizations by testing it in traditional and innovative Secondary schools Empirical/ 
1978) schools. Quantitative 
Strate2ic orientations of relevance to Internal/External environment- 6) an Entrepreneurial Orientation (EO) 
(Z. G. Voss, eta!., 2005) Identifies a multidimensional EO conceptualisation in an artistic context: innovativeness, competitive scanning, Nonprofit/profess- Empirical/ 
employee autonomy, market proactivenss and risktaking. ional theatre, US Quantitative 
(Sundbo,2004,2011) Investigates artistic entrepreneurship and management for business development in the growing experience economy Creative artists/ Conceptual & 
presenting a theoretical approach to creative artists as new venture creators; and whether rock festival organisations rock festivals Empirical/ 
can be drivers oflocal and/or regional business development. Denmark & Sweden Qualitative 
Internal and external influencin2 factors - performin2 arts or2anisation values, community context and stakeholders 
(G. Voss, et al., 2000; Identifies five organizational value dimensions that distinguish firms in the theatre industry: artistic, prosocial, Nonprofit/profess- Empirical/ 
Z.Voss, et al. , 2006) market, achievement, and financial. ional theatre, US Qualitative 
(Hindle, 2009) Presents a conceptual model of the entrepreneurial process (EP) suggesting that threshold levels of entrepreneurial, Literature Review Conceptual 
psychological, and managerial capacities must be present in (respectively) the strategic, personal, and tactical 
domains. 
(Hindle, 2010) Presents a diagnostic system for assessing the influence that community factors willhave upon the conduct and Literature/ data Conceptual 
outcome of any proposed entrepreneurial process. indigenous, 
US,Aust. 
(G.B. Voss, et al., 2000; EO influence on stakeholder support and identifies tensions in managing multiple stakeholders. Nonprofit/profess- Empirical/ 
Z.G. Voss, et al., 2005) 
-- -- ---- -
ional theatre, US Quantitative 
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